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The  Legislative  Audit  Committee 
of  the  Montana  State  Legislature: 

This  is  our  performance  audit  follow-up  of  three  performance  audits  of  the 
Forestry  Division,  Department  of  Natural  Resources  and  Conservation  (formerly 
Department  of  State  Lands).   This  report  contains  summary  information  on  each 
report:   Management  of  Forested  Trust  Land,  Fire  Management  Program,  and 
Forestry  Equipment  Program.   The  report  also  details  the  status  of  each 
recommendation.    Overall,  the  department's  response  shows  improvement  in  the 
programs.   The  department  has  taken  steps  to  implement,  or  has  implemented  all  the 
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and  the  division  for  their  cooperation  and  assistance. 
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Introduction 


We  performed  a  follow-up  review  of  the  1992  performance  audits 
of  the  Department  of  State  Lands'  (DSL)  Management  of  Forested 
Trust  Land  (91P-36),  Fire  Management  Program  (91P-34),  and 
Forestry  Equipment  Program  (91P-35).   This  report  addresses  the 
results  of  our  findings  for  the  three  audits. 


During  the  1995  reorganization  of  several  state  agencies,  the  Fire 
Management  Program  and  Forestry  Equipment  Program  were 
transferred  to  the  Forestry  Division,  Department  of  Natural 
Resources  and  Conservation  (DNRC).   Management  of  forested 
trust  land  was  transferred  to  the  Trust  Land  Management  Division, 
DNRC.   Prior  to  reorganization,  a  second  division.  Field 
Operations,  was  also  involved  with  the  three  programs.   This 
operation  was  discontinued  with  the  1995  department  reorgani- 
zation.  Since  the  three  audits  and  follow-up  were  conducted  when 
the  three  programs  were  under  Forestry  Division,  DSL,  we 
reference  to  DSL  and  the  old  organization  in  this  report.  The  basic 
functions  and  programs  of  the  Forestry  Division  and  the  three 
bureaus  remained  the  same  after  reorganization. 


Diyision  Responsibilities 


Forestry  and  Field  Operations  Divisions,  DSL,  have  management 
responsibility  for  forested  school  trust  lands,  under  the  general 
direction  of  the  Board  of  Land  Commissioners.   The  overall 
responsibilities  of  the  two  divisions  are  to  provide  surface  manage- 
ment on  all  school  trust  land  and  provide  fire  protection  on  all 
private  and  state  land  within  forest  fire  districts  and  counties  as 
requested. 


The  Forestry  Division's  role  is  to  manage  the  forestry  budget, 
establish  and  maintain  goals,  objectives,  guidelines  and  perfor- 
mance standards,  and  provide  support  to  the  Field  Operations 
Division.   Within  the  Forestry  Division,  the  Fire  Management, 
Forest  Management,  and  Service  Forestry  Bureaus  administer  the 
different  forestry-related  programs.   Fire  Management  administers 
programs  intended  to  protect  the  state's  natural  resources  ft"om 
destruction  by  fire.   Forest  Management  is  responsible  for  manag- 
ing classified  forest  trust  land  to  provide  income  to  various  school 
trusts.   Service  Forestry  administers  programs  which  provide 
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services  to  private  landowners  to  help  them  comply  with  state 
forestry  laws  and  achieve  their  own  forestry-related  objectives  for 
their  land.   The  bureau  also  administers  programs  which  produce 
tree  seedlings  for  reforestation  on  trust  land  and  conservation 
plantings  on  other  lands. 

The  role  of  the  Field  Operations  Division  is  to  conduct  the  day-to- 
day field  level  activities  in  support  of  the  department's  forestry, 
mine  reclamation,  and  grazing  and  agriculture  trust  land  programs. 
Division  staff  also  serve  as  the  department's  local  representatives 
within  defined  geographic  areas. 

Central  Management  Division  is  responsible  for  providing  support 
to  Forestry  and  Field  Operations  Divisions.   This  division  also 
administers  purchasing,  equipment  accountability,  and  equipment 
distribution. 


Follow-Up  Objectiye, 
Scope  and  Methodology 


The  objective  of  the  follow-up  was  to  determine  the  status  of 
recommendations  made  in  the  1992  performance  audits  on  the 
Management  of  Forested  Trust  Land,  Fire  Management  Program, 
and  Forestry  Equipment  Program.   In  January  1994  we  requested 
information  concerning  implementation  of  the  14  recommendations 
in  the  three  reports.   DSL's  March  1994  response  indicated  six 
recommendations  were  fully  implemented  and  one  was  partially 
implemented.    Implementation  of  the  seven  recommendations  was 
verified  by  reviewing  legislation  and  other  available  documentation. 
We  determined  additional  follow-up  was  needed  for  the  remaining 
seven  recommendations.   This  follow-up  was  conducted  in  March 
of  1995. 


We  interviewed  staff  in  the  Forestry  Division,  Central  Management 
Division,  and  land  and  unit  area  offices.   We  examined  forest 
management  and  timber  sale  information  at  the  Forestry  Division. 
We  reviewed  written  fire  training  policies  and  records  at  selected 
land  offices.   We  obtained  vehicle  equipment  maintenance  records 
for  vehicles  in  three  land  offices.   We  examined  policies  for 
microcomputer  use,  maintenance,  software  inventories,  enforce- 
ment of  security  measures,  and  other  control  items. 
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FoUow-Up  Results 


Overall,  our  follow-up  review  of  the  14  recommendations  and  the 
department's  response  shows  improvement  in  DSL's  programs. 
The  department  has  taken  steps  to  implement,  or  has  implemented, 
most  of  the  reconmiendations.   The  following  table  shows,  by 
audit,  the  status  of  the  14  recommendations  based  on  the  agency's 
response  and  our  follow-up  work. 


Table    1 


tions  Status 


Forest     Fire     Forestry 
Management  Management  Equipment  Total 


Implemented 
Being  Implemented 
Partially  Implemented 
Not  Implemented 
Total 


Source:  Coapiled  by  the  Legislative  Audit  Division. 


We  determined  one  of  the  six  recommendations  the  department 
considered  implemented  was  not  fully  completed.   It  is  being 
implemented.   The  two  recommendations  which  are  in  the  process 
of  being  implemented  were  delayed  due  to  changes  in  staff  and 
department  organization.   Four  of  the  five  recommendations  which 
were  not  implemented  resulted  from  staff  turnover.   The  fifth 
recommendation  was  not  implemented  because  the  department  has 
not  yet  written  a  disaster  recovery  plan  for  a  computer  application. 
One  recommendation  which  is  partially  implemented  was  delayed 
due  to  changes  in  national  firefighting  qualifications  and  training 
curriculum.   The  other  partially  implemented  recommendation 
results  from  not  conducting  a  second  review  of  the  reports  showing 
who  accessed  a  computer  program. 
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Report  Organization 


Chapter  II  contains  the  discussion  of  Management  of  Forested 
Trust  Land  (91P-36).   Fire  Management  Program  (91P-34)  is 
discussed  in  Chapter  III.   The  Forestry  Equipment  Program  (91P- 
35)  discussion  is  in  Chapter  TV. 


A  summary  of  each  audit  report  precedes  the  discussion  of  the 
recommendations  for  that  report.   The  summary  is  also  contained 
in  the  original  audit  report.   The  status  of  each  recommendation  is 
printed  on  the  tan  pages. 

Discussion  of  each  recommendation  is  organized  as  follows: 

1 .  Audit  area. 

2.  Recommendation. 

3.  Agency  initial  response. 

4.  Present  implementation  status. 
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Suminaiy  of  Manage- 
ment of  Forested  Trust 
Land  Report  (91P-36) 


This  program  audit  concentrated  on  the  Forest  Management  Pro- 
gram administered  by  the  Forestry  Division,  Department  of  State 
Lands  (DSL).   The  audit  objectives  included  providing  information 
to  the  legislature  concerning  Forestry  Division  responsibilities,  the 
revenue  generated  by  sales  of  forest  products,  and  the  extent  the 
division  should  be  involved  in  activities  other  than  managing  trust 
land. 


Forestry  Diyision 
Responsibilities 


The  State  Forester  position  was  created  in  1909  to  execute  all 
matters  pertaining  to  forestry  in  the  state,  control  all  firewardens  in 
Montana,  and  take  any  necessary  actions  within  the  bounds  of  state 
law  to  prevent  and  extinguish  forest,  brush,  and  grass  fires. 
Through  legislation  or  changes  in  state  government,  the  Forester's 
responsibilities  increased  to  include:  giving  technical  and  practical 
advice  to  farmers  concerning  soil  and  forest  conservation, 
operating  a  tree  nursery,  providing  a  work  program  for  inmates  at 
the  Swan  River  Forest  Camp,  and  enforcing  streamside  manage- 
ment zone  statutes. 


From  inception,  the  State  Forester  has  reported  to  several  different 
entities.   When  the  position  was  originally  created,  the  State 
Forester  was  appointed  by  the  governor  but  reported  to  the  Board 
of  Land  Commissioners  pertaining  to  matters  concerning  land 
management  and  functions  of  the  position.   From  1939  to  1971  the 
State  Forester  also  reported  to  the  state  Board  of  Forestry.   In  1971 
the  position  of  State  Forester  was  transferred  to  the  Department  of 
Natural  Resources  and  Conservation  and  became  a  division  admin- 
istrator.  In  1981  the  functions  were  transferred  to  the  Department 
of  State  Lands. 


Forest  Management 
Program 


Federal  lands  were  granted  to  the  state  of  Montana  when  Montana 
was  admitted  to  the  Union.  The  Enabling  Act  of  1889  (25  STAT. 
679)  granted  land  to  Montana  for  support  of  common  schools,  state 
universities,  and  other  state  institutions.  Montana's  constitution 
gives  the  Board  of  Land  Commissioners  the  authority  to  direct  and 
control  the  care,  management,  and  disposition  of  trust  lands.  Any 
land  use  must  result  in  income  to  the  intended  trust  beneficiary. 
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DSL  is  charged  with  management  of  state  school  trust  lands  under 
the  direction  of  the  Land  Board.   The  Forest  Management  Program 
is  responsible  for  the  care,  management,  and  disposition  of  classi- 
fied forest  trust  land.   The  program's  overall  purpose  is  to  manage 
classified  forest  trust  land  to  provide  income  to  the  various  trust 
beneficiaries.   Income  is  derived  from  sale  of  forest  products  and 
leasing  and  licensing  forest  trust  lands  for  various  purposes  such  as 
grazing,  cabin  sites,  and  commercial  uses. 


Are  Sales  of  Forest 
Products  Generating 
Revenue? 


Sales  of  forest  products  are  accomplishing  the  stated  purpose  of  the 
program,  which  is  to  generate  income  to  trust  funds.   Through  the 
harvesting  of  trees  from  timber  sales,  timber  permits,  and  posts 
and  poles,  approximately  $28.2  million  was  transferred  to  trust 
accounts  from  fiscal  year  1986-87  through  1991-92.   Expenditures 
to  conduct  and  monitor  sales  of  forest  products  were  approximately 
$14.3  million  for  the  same  time  period,  of  which  General  Fund 
expenditures  totaled  about  $8.8  million.   The  remaining  activities 
were  financed  by  $234,000  of  Federal  Special  Revenue  and 
$5.3  million  of  State  Special  Revenue  moneys. 

Overall,  forest  products  sales  from  fiscal  year  1986-87  through 
1991-92  contributed  an  average  of  $1.98  to  the  trust  for  every 
dollar  in  expenditures.   This  amount  does  not  include  interest 
earned  by  the  trust  funds.  The  General  Fund  rate  of  return  from 
forest  products  sales  for  fiscal  years  1986-87  through  1991-92  was 
$3.22  for  every  dollar  spent.   If  the  program  was  not  funded  and 
the  General  Fund  money  needed  for  the  program  was  placed 
directly  in  the  trust  accounts,  it  would  have  yielded  approximately 
$1.07  for  every  dollar  invested. 


Will  Timber  Sales 
Continue  to  Generate 
Revenue? 


Based  upon  our  audit  work,  we  believe  timber  sales  will  continue 
to  generate  revenue  for  the  trusts  given  the  current  price  and 
inventory  of  timber,  environmental  requirements,  access 
constraints,  and  program  staffing. 

DSL  estimated  that  given  current  staffing,  and  existing  environ- 
mental and  legal  requirements,  and  access  constraints,  it  can  sell 
and  monitor  the  harvesting  of  25  to  27  million  board  feet  per  year 
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for  the  next  biennium.   At  this  rate  DSL  would  need  to  receive  a 
minimum  of  $62  per  thousand  board  feet  before  it  would  be  more 
advantageous  for  the  state  to  invest  the  money  spent  on  sales  of 
forest  products  instead  of  expending  the  money  to  sell  timber.    At 
a  sale  price  of  $120  per  thousand  board  feet  per  year,  a  minimum 
of  14  million  board  feet  would  need  to  be  cut  before  it  would  be 
more  advantageous  for  the  state  to  invest  the  money  spent  on  forest 
products  sales  instead  of  expending  the  money  to  sell  timber.    In 
fiscal  year  1991-92,  approximately  31  million  board  feet  were  cut. 

If  the  staffing  level  of  the  Forest  Product  Sales  Program  were 
increased  by  seven  full-time  equivalents  (FTE),  DSL  estimates  it 
could  sell  30  to  35  million  board  feet  per  year  for  the  upcoming 
biennium.   Using  department  assumptions,  this  increase  in  staff 
could  create  $3.6  to  $6. 1  million  for  the  trust  funds.   The  rate  of 
return  would  be  $1.88  to  $3.19  for  every  General  Fund  dollar 
spent. 


What  Affects  Sales  of  A  number  of  items  cause  harvest  levels  to  be  less  than  biological 

Forest  Products?  sustained  yield.   Cumulative  effects  on  water  quality  and  wildlife 

habitat  are  one  of  the  primary  items  which  limit  the  amount  of 
forest  products  which  can  be  sold  in  a  given  area.   If  the  area 
around  trust  timber  to  be  sold  has  already  been  harvested  by 
another  party,  this  has  a  bearing  on  how  much,  if  any,  timber  DSL 
can  harvest  from  trust  land.   In  some  cases  the  harvest  has  to  be 
delayed  for  a  number  of  years;  in  other  cases  the  amount  of  timber 
which  can  be  harvested  is  restricted. 

DSL  has  to  ensure  sales  comply  with  state  laws  relating  to  water 
quality,  streamside  management  zones,  air  quality,  the  Montana 
Envirormiental  Policy  Act  (MEPA),  and  the  Montana  Antiquities 
Act.   Relevant  federal  laws  include  the  Threatened  and  Endangered 
Species  Act  for  grizzly  bears,  wolves,  bald  eagles,  etc.   Ensuring 
they  are  in  compliance  with  these  laws  requires  extra  time  in 
preparing  a  timber  sale  package. 

Access  to  state  land  also  affects  the  sale  of  forest  products. 
Adjacent  landowners,  particularly  east  of  the  Continental  Divide, 
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sometimes  restrict  access  to  trust  land  so  field  persomiel  camiot 
conduct  sales  on  that  land. 


What  is  DSL  Doing  to 
Ensure  a  Resource  in  the 
Long-Term? 


Forestry  Division  officials  conduct  a  number  of  different  activities 
to  ensure  a  forest  resource  in  the  long-term.   One  such  activity  is 
harvesting  a  volume  of  timber  which  is  close  to  or  below  biological 
sustained  yield.   The  division  also  uses  forest  management 
practices  such  as  clearing  brush  and  debris  left  after  a  timber  sale 
to  reduce  the  fire  hazard,  and  prepare  the  land  for  future  timber 
crops.   Trees  are  planted  after  some  sales  instead  of  waiting  for 
natural  regeneration,  and  also  to  ensure  superior  trees  will  grow  in 
the  area.   Access  to  trust  land  in  the  future  is  ensured  by  entering 
into  road  cost  share  agreements  with  other  landowners  in  the  area. 


Are  There  Other  Methods 
to  Generate  Revenue  for 
the  Trust? 


There  are  methods  to  generate  revenue  to  the  trust  funds  other  than 
selling  forest  products  but  DSL  was  not  actively  pursuing  other 
uses  at  the  time  of  our  audit.   Some  money  is  currently  collected 
for  cabin  site  leases,  grazing  and  agricultural  leases,  easements, 
and  leases  and  licenses  for  special  uses  but  it  is  minimal. 


DSL  is  contemplating  other  methods  to  generate  revenue  including: 
—     issuing  more  special  use  licenses. 

managing  the  land  for  wildlife  habitat  and  then  issuing  use 
permits  to  outfitters  to  guide  people  on  hunting  trips  on 
forested  trust  land. 

billing  the  Department  of  Fish,  Wildlife  and  Parks  if  that 
agency  does  not  want  DSL  to  harvest  timber  because  of  wild- 
life concerns  in  a  particular  area. 


Conclusion 


The  overall  purpose  of  the  Forest  Management  Program  is  to 
manage  classified  forest  trust  land  to  provide  income  to  the  various 
trusts.   We  found  during  our  program  audit  the  Forestry  and  Field 
Operations  Divisions  meet  this  purpose  and  it  appears  they  will 
continue  to  do  so  in  the  ftiture. 
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It  appears  current  staffing  and  resources  within  the  division  will 
continue  to  maintain  the  timber  resource  and  provide  long-term 
income  to  school  trust  accounts.   However,  there  is  potential  for 
increased  revenue.   Since  the  overall  purpose  of  the  program  is  to 
maximize  income  to  the  trust  accounts  we  believe  the  department 
should  do  the  following: 


complete  its  detailed  inventory  of  trees  on  forested  trust  land 
which  will  help  them  better  define  biological  sustained  yield; 

develop  a  longer  range  plan  which  estimates  sustained  yield 
for  more  than  two  years  and  takes  into  consideration  access 
constraints  and  environmental  and  legal  requirements; 

if  it  appears  DSL  can  harvest  more  timber,  request  additional 
resources.   The  result  would  be  increased  money  to  the  trust, 
and  a  harvest  level  which  is  not  above  biologicad  sustained 
yield;  and 

continue  to  evaluate  and  implement  other  methods  of  deriving 
income  from  forested  trust  land. 


Private  Forestry 
Assistance  Program 


The  Private  Forestry  Assistance  (PFA)  Program  comprises  all 
activities  performed  in  response  to  service  requests  from  private 
owners  of  nonindustrial  forest  land.   Service  foresters  can  assist 
landowners  in  such  areas  as  timber  sales,  reforestation,  timber 
stand  improvement,  and  pest  management.   The  program  is  funded 
partially  by  General  Fund  money  but  only  600  to  700  people  in  the 
state  use  the  service.   Also,  there  are  private  consultant  foresters 
who  provide  essentially  the  same  type  of  service. 

We  believe  the  department  should  review  overall  forestry  priorities 
and  determine  if  there  is  a  need  for  the  PFA  Program  since  consul- 
tant foresters  provide  essentially  the  same  service.  If  it  is  deter- 
mined there  is  a  need  for  the  program,  the  department  should 
determine  the  basis  for  funding  the  program.   We  believe  land- 
owners who  use  the  program  should  be  charged  fees  conunensurate 
with  the  costs  of  operating  the  program. 
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Conservation  Planting 
Program 


The  purpose  of  the  Conservation  Planting  Program  is  to  provide 
low  cost  seedlings  for  establishment  of  shelterbelts  around  homes, 
buildings,  and  livestock  feeding  areas  of  agricultural  producers; 
wildlife  plantings;  field  windbreaks;  living  snow  fences;  energy 
conservation;  Oiristmas  tree  production;  critical  area  plantings 
such  as  for  erosion  control  and  soil  conservation;  and  reclamation 
plantings.   Most  of  the  plants  are  for  conservation  plantings.   The 
program  is  funded  partially  from  the  General  Fund. 

In  conjunction  with  selling  seedlings  for  conservation  plantings, 
DSL  participates  in  the  Montana  Inter-Agency  Tree  or  Shrub 
Improvement  Study  (MITOSIS).   The  intent  of  the  program  is  to 
develop  a  coordinated  effort  among  state  and  federal  agencies  to 
select  and  evaluate  hardier  conifers  and  hardwood  trees  and  shrubs 
needed  to  carry  out  the  agencies'  conservation  programs.   The 
program  is  funded  entirely  from  General  Fund  moneys. 

Few  people  directly  benefit  from  the  Conservation  Planting  and 
MITOSIS  Programs  due  to  restrictions  for  use  of  seedlings, 
acreage  needed  (10  acres  or  more),  and  the  minimum  number  of 
seedlings  which  must  be  ordered  (250  seedlings).   Although 
purchasers  pay  the  majority  of  the  Conservation  Planting 
Program's  expenditures,  the  general  public  subsidizes  both 
programs  through  use  of  General  Fund  money.   We  believe  DSL 
should  review  overall  forestry  priorities  and  determine  if  there  is  a 
need  for  the  sale  of  conservation  planting  seedlings.   If  it  is 
determined  there  is  a  need  for  the  program,  the  department  should 
determine  the  basis  for  funding  the  program.   We  believe  people 
who  use  the  program  should  pay  for  the  seedlings  provided. 
Purchasers  should  be  charged  for  the  actual  costs  to  produce  the 
seedlings,  including  the  costs  for  the  MITOSIS  Program. 


Institutional  Forestiy 
Work  Program 


The  Institutional  Forestry  Work  (IFW)  Program  is  a  joint  program 
between  DSL  and  the  Department  of  Corrections  and  Human 
Services  (DCHS).   It  was  established  to  provide  work  for  residents 
at  the  Swan  River  Forest  Camp. 
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Since  its  inception,  the  role  of  the  camp  has  changed,  but  the  IFW 
Program  has  remained  virtually  the  same.   This  change  of  direction 
by  one  agency  but  not  the  other  has  created  some  concerns  in  both 
departments.   One  of  the  questions  under  consideration  is  the 
correctional  authority  of  DSL  employees  over  inmates.   At  the  time 
of  our  audit,  DSL  employees  had  no  correctional  or  disciplinary 
authority  over  inmates.   This  caused  employees  some  concern  since 
inmates  are  under  the  supervision  of  DSL  employees  every  day. 

We  believe  DCHS  should  determine  if  there  is  still  a  need  for  the 
IFW  Program.   If  it  is  determined  the  program  is  still  beneficial  to 
the  iimiates  of  the  camp,  DCHS  and  DSL  should  review  DSL's 
role  and  make  any  necessary  changes. 

Expenditures  for  the  IFW  Program  are  recorded  in  DSL's  budget. 
We  believe  expenditures  for  the  program  should  be  included  in 
DCHS's  budget  to  accurately  reflect  the  actual  amount  expended 
for  the  treatment  and  rehabilitation  of  inmates. 
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RecommNidation  Status 


The  following  sections  examine  the  status  of  each  recommendation 
in  our  initial  report.   Recommendations  are  discussed  by  audit 
area. 


Forest  Management 
Program 


Recommendation  #1 

We  reconmiend  the  Department  of  State  Lands: 

A.  Complete  its  detailed  inventory  of  trees  on  forested 
trust  land  which  will  help  them  better  define  biological 
sustained  yield; 

B.  Develop  a  longer  range  plan  which  estimates  sustained 
yield  for  more  than  two  years  and  takes  into  consider- 
ation access  constraints  and  environmental  and  l^al 
requirements,  all  of  which  affect  the  amount  of  timber 
which  can  be  harvested  over  the  long-term; 

C.  If  it  appears  DSL  can  harvest  more  timber,  request 
additional  resources.  The  result  would  be  increased 
money  to  the  trust,  and  a  harvest  level  which  is  not 
above  biological  sustained  yield;  and 

D.  Continue  to  evaluate  and  implement  other  methods  of 
deriving  revenue  from  forested  trust  land. 


Initial  Agencv  Response 
We  Concur. 

The  latest  state  and  private  land  inventory  was  completed  in  1989 
by  the  USDA  Forest  Service,  Intermountain  Station,  and  final 
statewide  results  became  available  early  in  1992.   These  results 
will  be  used  to  identify  appropriate  annual  harvest  levels  using  the 
process  described  below. 
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Two  activities  have  been  initiated  to  address  recommendation  B. 

The  Forestry  Division  has  begun  a  Statewide  Forest  Management 
Plan  to  identify  the  most  appropriate  uses  of  state  forest  land  in 
accomplishing  the  mission  described  in  the  audit. 

Concurrent  with  development  of  the  statewide  plan,  we  will 
develop  the  process  for  determining  the  appropriate  annual  harvest 
level.   A  couple  different  tools  will  be  used  in  this  process.   First, 
allowable  cut  will  be  re-calculated  using  the  area/volume  check 
method.    Second,  the  Montana  Timber  Market  Model  (MTMM) 
will  be  used  to  calculate  an  appropriate  or  desirable  harvest  level. 
Using  MTMM  will  be  particularly  valuable  to  simulate  the  harvest 
implications  of  different  statewide  plan  alternatives.   For 
comparison,  allowable  cut  using  some  of  the  traditional,  simple 
formulas  (e.g.  Kemp's,  Von  Mantel's,  Hanzlick's,  etc.)  may  be 
calculated.   We  expect  to  have  the  process  developed  and 
preliminary  harvest  calculations  completed  in  the  first  quarter  of 
1993. 

The  Department  developed  a  proposed  program  modification  to  the 
forest  product  sales  program  for  the  FY94-95  Biennial  Budget 
which  was  not  pursued  due  to  budgetary  concerns.   The  Depart- 
ment will  evaluate  the  results  of  the  two  planning  efforts  described 
in  recommendation  B.  above  and  propose  appropriate  program 
modifications  and  changes  as  part  of  planning  for  the  1995  Legisla- 
tive session. 

An  important  purpose  of  the  State  Forest  Management  Plan 
described  above  is  to  identify  alternative  methods  of  deriving 
revenue  from  forested  trust  lands.   The  plan  will  serve  as  a  vehicle 
to  decide  on  an  appropriate  mix  of  these  uses.   At  this  time  the 
forest  management  plan  has  been  through  two  rounds  of  scoping 
and  issues  identification.   Currently,  alternatives  are  being  identi- 
fied from  the  issues  and  the  first  draft  of  the  alternatives  would  be 
completed  during  the  first  quarter  of  1993.   The  draft  alternatives 
will  then  be  circulated  for  comments.    Completion  of  the  plan  is 
projected  for  fall,  1993. 
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Present  Implementation  Status 

Part  A  of  this  recommendation  is  being  implemented.   The 

department  experienced  some  delay  in  collecting  stand  level  inven- 
tory data  in  fiscal  year  1993-94  because  of  a  vacant  Inventory 
Technician  position.  Two  seasonal  people  were  hired  to  conduct 
the  inventory  in  the  summer  of  1994.   They  inventoried  30,794  of 
approximately  400,000  total  acres  during  the  summer. 


When  the  Forestry  Division  started  the  stand  level  inventory, 
Forest  Management  Bureau  staff  in  Missoula  targeted  specific  areas 
to  inventory  each  year.   In  recent  years,  land  offices  requested 
inventories  of  specific  parcels  so  the  office  can  actively  manage  the 
parcels  in  the  near  fiiture.   Forest  Management  Bureau  staff  will 
determine  if  this  practice  should  be  continued.   If  so,  the  bureau 
will  obtain  input  from  all  land  offices  concerning  what  parcels  to 
inventory  so  the  bureau  can  establish  inventory  priorities. 

Part  B  of  this  recommendations  is  being  implemented.  The 

Forestry  Division  is  developing  a  State  Forest  Land  Management 
Plan  to  provide  consistent  policy,  direction,  and  guidance  for 
forested  trust  land  management.   The  Management  Plan  is  about 
one  year  behind  the  completion  date  given  in  the  division's  March 
1994  response.   Staff  planned  to  have  a  draft  environmental  impact 
statement  by  June  1994.   Since  the  time  of  the  March  response  the 
division's  wildlife  biologist  left  state  government  and  the  position 
was  vacant  for  some  time.   The  wildlife  information  sections  of  the 
Management  Plan  needed  to  be  written.   The  new  biologist  wrote 
the  sections  and  the  Plan  was  distributed  for  in-house  comment. 
After  the  necessary  rewrites,  the  Plan  was  issued  for  public 
comments  in  June  1995. 

The  division  is  also  developing  a  Multiple  Resource  Analysis  and 
Geographic  Information  System  (MAGIS)  in  cooperation  with  the 
University  of  Montana  and  USD  A  Forest  Service  Research. 
MAGIS  links  stand  level  inventory  data,  a  timber  growth  model, 
timber  value  and  cost  information,  road  cost  information,  a  road 
network  generator,  watershed  and  wildlife  targets,  a  scheduling 
model,  and  a  geographic  information  system.   The  system  is  to  be 
used  to  plan  management  activities  that  optimize  revenue,  while 
addressing  complex  constraints. 
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MAGIS  will  be  used  for  an  area  in  the  Swan  River  State  Forest  as 
a  prototype.   Artificial  data  was  run  through  the  system.   This 
summer  department  staff  plan  to  run  the  system  with  data  from  the 
Swan  Unit.   The  data  was  collected  and  is  currently  being  reviewed 
and  formatted  for  the  model. 

Chapter  517,  Laws  of  1995,  requires  the  department  to  ".  .  . 
commission  a  study  by  a  qualified  independent  third  party  to 
determine,  using  scientific  principles,  the  annual  sustainable  yield 
on  forested  state  lands."   Until  the  study  is  completed  the  depart- 
ment must  consider  sustainable  yield  as  a  range  of  45  million  board 
feet  to  55  million  board  feet.   Under  the  new  law  the  department 
must  sell  the  specified  amount  of  timber  each  year.  The  annual 
harvest  requirement  can  be  reduced  proportionately  by  the  amount 
of  sustained  income  generated  by  alternate  land  uses  approved  by 
the  Board  of  Land  Commissioners. 

Part  C  of  this  recommendation  is  implemented.  The  1993 
Legislature  allocated  $312,000  per  year  of  income  received  from 
the  sale  of  timber  from  trust  lands  to  DSL  to  increase  the  amount 
of  school  trust  revenue.  The  department  hired  four  additional 
foresters,  one  wildlife  biologist  and  one  hydrologist.   The 
department  expected  to  increase  harvest  in  FY  1994-95  by 
approximately  5  million  board  feet. 

Chapter  157,  Laws  of  1995,  continues  the  praaice  by  transferring 
from  timber  sales'  revenue  each  year  an  amount  appropriated  by 
the  legislature  for  enhancing  revenue  to  the  school  trust. 

Although  the  harvest  amount  decreased  since  the  audit,  the  amount 
of  timber  sold  increased  (25  million  board  feet  in  fiscal  year  1993- 
94).   When  DSL  holds  a  timber  sale,  the  department  allows  die 
purchaser  about  three  years  to  harvest  the  trees.  The  market  has 
not  been  good  lately.   The  supply  has  been  up.   People  have  not 
been  cutting  trust  land  trees,  thus  reducing  the  volume  harvested. 
The  following  table  compares  the  amount  of  timber  sold, 
harvested,  and  the  dollar  amount  generated  from  timber  sales  from 
fiscal  year  1980-81  through  fiscal  year  1994-95.  The  fiscal  years 
since  the  issuance  of  our  report  are  highlighted. 


Page  16 


Chapter  II  -  Management 
of  Forested  Trust  Land 


Table   2 

Coaparison  of 

Tiiijer 

Sold.  Harvested. 

and  Amount  Paid 

FY 

SOLD 

HARVESTED 

$  AMOUNT 

80-81 

36.84 

27.678 

$2,396,142 

81-82 

24.32 

24.247 

$2,192,276 

82-83 

27.71 

28.867 

$2,269,504 

83-84 

24.7 

20.769 

$1,650,780 

84-85 

21.81 

26.055 

$2,119,183 

85-86 

49.6 

20.994 

$1,463,871 

86-87 

43.58 

37.417 

$2,519,472 

87-88 

43.65 

55.8 

$3,735,546 

88-89 

38.78 

38.711 

$4,389,728 

89-90 

30.09 

42.333 

$6,789,160 

90-91 

17.11 

23.787 

$3,423,635 

91-92 

19.12 

31.607 

$6,347,461 

92-93 

18.17 

21.452 

$4,235,242 

^?-94 

25.04 

16.554 

$5,587,168 

^^mmmiii 

mMlMf: 

immi^:!^mmsimi 

mMM^m 

Source:  r.(«piled  by  the  Legislative  Audit  Division  froa 

departaent 

records. 

Service  Forestry  Program 


Part  D  of  this  recommendation  is  being  implemented.  Until  an 
alternative  in  the  State  Forest  Land  Management  Plan  is  deter- 
mined, the  department  will  not  know  how  aggressively  staff  should 
pursue  non-traditional  uses. 


Recommendation  #2 

We  recommend  the  Department  of  State  Lands  detomine: 

A.  The  need  for  the  Private  Forestry  Assistance  Program, 
and 

B.  If  needed,  seek  l^islation  to  charge  private 
landovmers  fees  for  consultation. 
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Initial  Agency  Response 
We  Concur. 

As  a  consequence  of  the  reductions  in  spending  resulting  from  the 
legislative  special  sessions  during  1992,  the  Division  of  Forestry 
has  begun  an  internal  review  of  the  need  for  a  general  funded 
Private  Forestry  Assistance  program.   Discussions  will  continue 
during  the  1993  Legislative  Session  and  may  result  in  the  reduction 
or  elimination  of  general  funds  from  this  program. 

While  we  concur  with  this  recommendation,  it  is  unclear  whether 
landowners  would  be  willing  to  pay  for  the  kind  of  service  the 
Division  of  Forestry  provides.  The  Forestry  Division  intends  to 
actively  pursue  alternative  methods  of  providing  these  services  if 
they  are  determined  to  be  needed. 

Present  Implementation  Status 

This  recommendation  is  implemented.   Private  Forestry 
Assistance  (PFA)  was  redefined  as  a  smaller,  more  focused 
program  using  minimal  General  Fund  support.   The  1993  Legisla- 
tive Session  reduced  General  Fund  support  for  PFA  by  about 
$82,000  per  year.   Federal  funds  for  PFA  were  reduced  equivalent 
to  1.0  FTE.   The  program  was  downsized  3.75  FTE,  a  reduction 
of  about  50  percent  from  the  1993  biennium  level. 


Nw^ery  and  Grounds 
Program 


Recommendation  #3 

We  recommend  the  Department  of  State  Lands  determine: 

A.  The  need  for  the  sale  of  conservation  planting 
seedlings,  and 

B.  If  needed,  charge  purchasers  the  actual  cost  to 
produce  the  seedlings. 
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Initial  Agency  Response 
We  Concur. 

The  Forestry  Division  has  established  an  advisory  committee  made 
up  of  nursery  stock  users,  private  producers,  and  public  agencies. 
The  purpose  of  this  advisory  group  is  to  provide  recommendations 
to  the  Division  concerning  the  purpose  and  need  for  the  State 
Forest  Nursery.   If  appropriate,  the  committee  would  also  suggest 
appropriate  operating  procedures  to  accomplish  the  agreed  upon 
nursery  objectives.  The  first  meeting  of  this  committee  is 
scheduled  prior  to  the  end  of  1992. 

The  Forestry  Division  agrees  the  actual  cost  of  the  seedlings  should 
be  charged  to  the  purchaser.   The  Division,  with  the  assistance  of 
the  advisory  committee  described  above,  will  identify  the  need  and 
appropriate  objectives  for  the  state  forest  nursery.   If  appropriate, 
the  Division  will  explore  alternatives  to  producing  the  desired 
seedlings  without  the  use  of  general  funds. 

Present  Implementation  Status 

This  recommendation  is  implemented.  The  Forestry  Division 
established  an  advisory  committee  consisting  of  nursery  stock 
users,  private  producers,  and  public  agencies.  The  committee 
determined  State  Nursery  seedlings  are  needed  for  resale. 

Forestry  Division  removed  all  general  fund  support  for  the  nursery. 
Purchasers  are  now  charged  the  cost  to  produce  the  seedlings. 
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jRecommendation  #4 
We  recommend: 

A.  The  Department  of  Corrections  and  Hmnan  SoTices 
determine  if  there  is  a  need  for  the  Institutional 
Forestry  Work  Program,  and 

B.  If  there  is  a  need,  the  Department  of  Corrections  and 
Human  Services  and  Department  of  State  Lands 
clarify  and  specify  the  iatter's  role  and  responsibilities 
of  the  program. 


Initial  Agency  Response 
We  Concur. 

The  Department  initiated  discussions  with  the  Department  of 
Corrections  and  Human  Services  regarding  the  IFW  program. 
They  determined  that  a  forestry  work  program  is  a  necessary 
component  of  their  rehabilitation  program.  The  Department  of 
Corrections  and  Human  Services  and  the  Department  of  State 
Lands  are  in  the  process  of  clarifying  the  roles  and  responsibilities 
of  each  department. 

Present  Implementation  Status 

This  recommendation  is  implemented.  The  1993  Legislature 
revised  the  mission  of  the  Department  of  Corrections'  Swan  facility 
and  the  Department  of  State  Lands  discontinued  the  Institutional 
Forestry  Work  Program  effective  July  1993. 
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Recommendation  #5 

We  recommend  expenditures  for  the  Institutional  Foresti^ 
Work  Program  be  recorded  in  the  Department  of 
Corrections  and  Human  Services'  bucket  rather  than  the 
Department  of  State  Lands'  bucket. 


Initial  Agency  Response 
We  Concur. 

The  Department  of  State  Lands  with  the  Department  of  Corrections 
and  Human  Services,  is  currently  exploring  various  alternative 
ways  to  budget  and  record  expenditures  for  the  IFW  program. 
Agreed  upon  changes  will  be  phased  in  and  will  likely  be 
completed  during  the  96-97  biennium. 

Present  Implementation  Status 

This  recommendation  is  implemented.  The  1993  Legislature 
revised  the  mission  of  the  Department  of  Corrections'  Swan  facility 
and  the  Department  of  State  Lands  discontinued  the  Institutional 
Forestry  Work  Program. 
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Smmnary  of  Fire 
Managaneut  Pn^nun 
Report  (91F-34) 


This  performance  audit  focused  on  the  Fire  Management  Program 
administered  by  the  Fire  Management  Bureau,  Forestry  Division, 
Department  of  State  Lands  (DSL).   The  objectives  of  the  audit 
included  determining  if  fire  coordination  and  suppression  activities 
operated  as  described,  fire  fighters  were  adequately  trained, 
administrative  and  internal  controls  over  the  program  operated  as 
described,  and  management  information  used  in  planning  and 
decision  making  was  reliable. 


Overall  we  believe  the  Fire  Management  Program  is  operating  as 
described.  The  programs  administered  by  the  bureau,  and  imple- 
mented by  staff  in  the  Field  Operations  Division,  provide  for  active 
fire  protection  on  the  wildlands  in  Montana.   The  department 
follows  national  standards  and  guidelines  pertaining  to  training, 
experience,  and  physical  fitness  requirements  of  personnel  who 
fight  fires. 


Fire  Management 
Program 


The  legislature  created  the  Office  of  the  State  Forester  in  1909. 
Under  the  direction  of  the  Board  of  Land  Commissioners,  the  State 
Forester  has  general  charge  of  the  timberlands  of  the  state.   One  of 
the  Forester's  duties  is  to  take  any  necessary  action  within  the 
bounds  of  state  law  to  prevent  and  extinguish  forest,  brush,  and 
grass  fires.  In  1977  the  legislature  directed  the  State  Forester  to 
establish  and  maintain  forest  fire  control  training  programs. 

DSL  directly  protects  4,988,799  acres  of  school  trust  land,  private 
forested  land,  and  federal  land.   The  department  assists  local 
governments  in  protecting  state  and  private  land.  The  department 
protects  private  forested  land  from  wildfire  if  the  landowner  pays 
for  protection.   The  department  has  entered  into  an  agreement  with 
the  United  States  Forest  Service  (USFS)  whereby  the  state  protects 
some  federal  land,  and  federal  agencies  protect  designated  portions 
of  school  trust  and  private  land.   Within  certain  areas,  DSL  also 
cooperates  with  counties  in  protection  of  state  and  private  land  not 
protected  by  another  entity.   A  total  of  52,172,439  acres  are 
protected  by  the  different  entities. 
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The  Fire  Management  Program  is  funded  from  General,  State 
Special  Revenue,  and  Federal  Special  Revenue  Fund  moneys. 
State  Special  Revenue  funds  are  generated  from  assessments  to 
private  landowners  for  fire  protection. 


Fire  Protection  During  our  audit  of  the  Fire  Management  Program  we  determined 

Actiyities  fire  coordination  and  suppression  activities,  and  administrative  and 

internal  controls  over  the  fire  program,  were  operating  as 
described.   There  is  coordination  between  federal,  local  govern- 
ment (city  and  county;  paid  and  volunteer),  and  state  personnel 
when  dispatching  resources  (personnel  and  equipment)  and 
suppressing  fires.   DSL  follows  a  nationally  accepted  organiza- 
tional structure  during  fire  suppression.   Plans  are  established,  and 
criteria  followed,  to  allow  staff  to  respond  to  fires  in  a  specific 
manner.    Pre-  and  post-season  reviews,  fire  reports,  and  narratives 
provide  necessary  information  to  allow  management  to  make 
needed  changes  in  fire  suppression  activities. 

In  conjunction  with  our  review  of  protection  activities,  we 
reviewed  procedures  followed  by  field  and  bureau  staff  for  billing 
individuals  for  fire  suppression  costs,  and  purchasing  of  supplies 
during  fire  suppression  efforts.  Procedures  followed  by  staff 
provide  accurate  cost  figures  for  billing  individuals  for  fire 
suppression  costs.   Emergency  purchases  during  fire  suppression 
situations  were  made  in  accordance  with  the  Adminisfrative  Rules 
of  Montana  (ARMs),  appropriate  approvals  were  obtained,  and 
additional  purchases  not  needed  for  the  emergency  were  not  added 
to  the  order.   Our  review  of  rates  paid  for  contracted  fire 
suppression  equipment  obtained  during  fire  suppression  situations 
indicated  rates  were  cost  effective. 

Our  examination  of  DSL's  use  of  aircraft  obtained  under  the 
Federal  Excess  Personal  Property  (FEPP)  program  showed  the 
aircraft  were  used  at  least  90  percent  of  the  time  for  fire  patrol  or 
suppression  activities,  as  required  by  federal  regulations.   We  also 
determined  state  operated  aircraft  cost  less  to  use  than  contracted 
aircraft  and  pilots. 
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Need  for  Safety 
Training 


Training  of  fire  fighters  is  an  essential  component  of  DSL's 
responsibility  for  fire  management.   Training  helps  ensure  fire 
fighters  are  effective  in  extinguishing  fires  while  remaining  safe. 
Our  survey  of  permanent  personnel  indicated  some  safety  areas 
appear  to  be  stressed  in  training  but  are  not  actually  followed  on 
fires.   Adequate  rest  was  listed  as  not  being  followed  18  percent  of 
the  time.   Our  survey  of  seasonal  personnel  indicated  one  area  with 
the  most  problems  was  adequate  rest.   Fifty-two  percent  (32  of  61) 
of  the  seasonal  respondents  indicated  a  problem  in  this  area. 


Comments  from  the  permanent  personnel  survey  indicated  some 
mid-  and  upper-level  staff  have  not  received  survival  training,  and 
therefore  may  not  be  completely  aware  of  the  importance  of 
adequate  rest.   The  Forestry  Division's  fire  training  officer 
indicated  there  are  a  large  number  of  people  in  field  offices  and  in 
the  division  who  have  not  received  the  training.   We  believe  the 
department  should  ensure  fire  personnel  are  trained  in  all  areas  of 
fire  safety. 


Assessment  Needed  of 
Assigning  Personnel  to 
Fire  Training  Courses 


Our  survey  of  permanent  personnel  indicated  a  need  for  the  depart- 
ment to  analyze  who  should  receive  fire  fighting  training  and  what 
training  they  should  receive.   Personnel  indicated  fire  training  is 
sometimes  provided  to  people  who  will  not  be  able  to  utilize  the 
training  due  to  other  job  duties.   Comments  on  the  questiormaire 
indicated  resources  were  used  to  train  people  who  could  not  accept 
an  assignment  on  a  fire  because  of  various  other  priorities  at  the 
land,  unit,  or  division  office. 


Until  recently,  an  assessment  of  who  should  receive  training  and 
the  type  of  training  required  had  not  been  completed.   Analyzing 
training  needs  was  an  objective  in  the  fiscal  year  1991-92  workplan 
of  the  Forestry  Division's  fire  training  officer.   We  believe  the  Fire 
Management  Bureau  and  Field  Operations  Division  should 
complete  a  needs  analysis  to  provide  appropriate  fire  training  to 
personnel  available  for  fighting  fires. 
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Documratation  of  Fire 
Fighting  Training 
Qualifications 


During  our  audit  we  found  DSL  does  not  have  any  policies  requir- 
ing retention  of  seasonal  and  local  government  fire  fighter  training 
documentation.    Documentation  of  wildland  training  received  by 
seasonal  and  local  government  fire  fighters  which  is  retained  is  not 
consistent  between  field  offices. 


Adequate  training  records  are  needed  to  ensure  people  are  assigned 
to  fire  fighting  positions  for  which  they  are  qualified,  and  pay  rates 
are  appropriate  for  local  goverrunent  fire  fighting  personnel  helping 
DSL  suppress  a  fire.   Documentation  also  ensures  the  person 
received  adequate  training  to  protect  the  person  from  injury. 

The  bureau  should  develop  policies  and  a  standard  format  for 
documenting  training  received  by  fire  fighters.   The  bureau  should 
then  provide  formal  guidance  to  land  and  unit  offices  concerning 
documentation  requirements. 


Controls  Otn* 
NCcrocomputers 


We  believe  DSL's  Data  Processing  Management  Group  should  take 
an  active  role  over  microcomputer  use.   Although  DSL  has  a 
policy  manual  which  discusses  most  microcomputer  controls, 
several  Forestry  Division  and  Field  Operations  Division  micro- 
computer users  are  unaware  of  and/or  have  not  implemented  the 
department's  microcomputer  policies.   This  resulted  in  unclear 
lines  of  authority;  incomplete  software  inventories  to  control  assets; 
lack  of  enforcement  of  security  measures  over  access  to  application 
programs,  software  and  data;  and  informal  disaster  recovery 
procedures. 

We  believe  the  Data  Processing  Management  Group  could  update 
the  Information  Processing  Policy  manual  to  include  all  controls 
over  microcomputers.   The  Group  needs  to  conmiunicate  and 
implement  policies  and  procedures  within  the  Forestry  Division  and 
Field  Operations  Division. 
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Mainframe  General 
Security  and  Enyiron- 
mNital  Controls 


Security  and  environmental  controls  provide  protection  against 
accidental  loss  or  destruction  of  records  and  ensure  continuous 
operation  of  the  function.  There  is  no  documented  disaster 
recovery  plan  for  the  Fire  Assessment  computer  application. 
Although  the  division  has  informal  procedures,  the  Forestry  Divi- 
sion does  not  have  a  documented  disaster  recovery  plan  which 
addresses  how  the  division  would  recover  and  process  assessment 
data  in  the  event  the  mainframe  computer  application  was  unable  to 
process. 


We  believe  DSL  should  document  and  test  backup  and  recovery 
operations  for  the  mainframe  computer  Fire  Assessment 
application. 


Mainframe  Access 
Controls 


The  Information  Services  Division  (ISD),  Department  of 
Administration,  provides  software  called  Access  Control  Facility-2 
(ACF2)  for  the  protection  of  data  stored  on  the  central  mainframe 
computer.   Agency  security  officers  are  required  to  write  rules 
using  ACF2  to  designate  who  is  permitted  to  access  which  data  sets 
and  records,  and  who  uses  specific  billing  numbers. 


We  determined  the  department's  ACF2  security  rule  does  not  limit 
access  to  only  those  DSL  employees  required  to  use  the  Fire 
Assessment  application  to  perform  their  job  duties.   The  rule  does 
not  prevent  unauthorized  use  of  the  billing  account  number  and 
does  not  record  access  to  the  Fire  Assessment  mainframe  computer 
application  by  DSL  employees. 

We  believe  Central  Management  Division,  DSL,  should  implement 
procedures  to  ensure  access  to  the  Fire  Assessment  application  and 
data  and  billing  account  number  are  limited  to  authorized 
individuals,  logon  activity  is  recorded,  and  a  Fire  Management 
Bureau  official  reviews  the  ACF2  reports. 
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Use  of  Passwords  Fire  Management  Program  officials  access  the  mainframe  Fire 

Assessment  application  through  a  personal  computer.   Officials 
access  the  mainframe  by  entering  a  mainframe  user  identification 
number,  account  number,  and  password. 

We  found  the  mainframe  password  written  in  the  Fire  Assessment 
application  user  manual.   Passwords  which  are  readily  available 
could  allow  an  unauthorized  person  to  gain  access  to  the  Fire 
Assessment  application.   We  believe  the  Forestry  Division  should 
implement  procedures  to  ensure  security  over  passwords. 
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Recommradation  Status 


The  following  sections  examine  the  status  of  each  recommendation 
in  our  initial  report.  Recommendations  are  discussed  by  audit 
area. 


Management  of  Fire 
Protection 


Recommendation  #1 

We  recommend  the  Department  of  State  Lands  aisure  fire 
personnel  are  trained  in  all  areas  of  fire  saf^. 


Initial  Agency  Response 
We  Concur. 

In  April  1992,  Department  of  State  Lands  instituted  interim 
requirements  for  personnel  to  attend  the  "Standards  for  Survival" 
(SFS)  training  prior  to  the  1992  fire  season.   This  was  accom- 
plished for  seasonal  personnel,  and  to  some  extent,  permanent 
personnel.   Forthcoming  training  standards  will  require  permanent 
personnel  attend  SFS  training  to  remain  current  in  their 
qualifications.  The  revised  Basics  of  Wildland  firefighting  course 
for  county  personnel  includes  SFS  training. 

Formal,  standardized  requirements  are  lacking.   DSL  will  revise 
the  "Fire  Training  Standards  and  Guidelines"  (1100  Manual)  prior 
to  the  1993  fire  season.  The  standards  will  require  all  personnel  to 
attend  safety  training  every  three  years.   An  example  is  that  if  the 
SFS  training  was  attended  in  1992,  personnel  would  not  be 
required  to  attend  again  until  1995.   New  seasonal  personnel  will 
attend  SFS  training  during  basic  firefighting  training.   Returning 
seasonal,  and  permanent  persoimel  (available  for  fire  suppression 
duties)  will  attend  annual  refresher  SFS  training. 

The  workplan  for  the  Supervisor  of  the  Fire  Training  Section 
stipulates  that  the  1100  Manual  be  updated  during  fiscal  year  1993. 
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The  schedule  for  the  revision  and  development  of  the  1 100  Manual 
is: 

1st  draft  completed  by  1/30/93 

Fire  Bureau  Review  completed  by  2/15/93 

Review  draft  to  field  Land  Offices  by  2/22/93 

L.O.  review  returned  to  Fire  Bureau  by  3/30/93 

2nd  Draft  out  for  review  to  L.O.'s  by  4/30/93 

2nd  L.O.  review  returned  to  Fire  Bureau  by  5/30/93 

Publication  of  1 100  Manual  by  6/30/93 

Present  Implementation  Status 

This  recommendation  is  partially  implemented.  The  National 
Wildfire  Coordinating  Group  changed  the  qualifications  and 
curriculum  for  firefighting  positions  and  training.   The  Fire  Train- 
ing Standards  and  Guidelines  are  not  yet  complete  due  to  these 
changes. 

Fire  Program  Managers  at  two  land  offices  could  not  accurately 
verify  permanent  personnel  completed  SFS  training.   The  computer 
system  used  for  tracking  training  does  not  allow  a  person  to  deter- 
mine who  has  taken  which  course.   A  person  has  to  review  the 
records  of  each  individual  to  determine  what  courses  that  individual 
attended.   The  Fire  Program  Manager  at  one  land  office  indicated 
he  offers  the  course  every  year  but  does  not  think  many  permanent 
personnel  have  attended  the  class  recently.   He  will  make  sure 
people  receive  the  training  this  spring.   The  Fire  Program  Manager 
at  another  land  office  indicated  he  thought  all  the  fire  suppression 
permanent  personnel  had  taken  the  training  in  the  last  couple  of 
years. 

Fire  Management  Bureau's  fire  training  officer  indicated  he  did  not 
think  the  Standards  for  Survival  course  addressed  adequate  rest. 
Our  review  of  the  course  curriculum  verified  this.   The  body  of 
our  report  indicated  this  was  the  area  not  being  followed  and  was 
not  addressed  in  the  course.   Adequate  rest  should  be  included  in 
the  training  received  by  all  employees  who  have  fire  line  duty. 
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Recommendation  #2 

We  recommend  the  Fire  Management  Bureau  and  Fidd 
Operations  Division  complete  a  needs  analysis  to  provide 
appropriate  fire  training  to  personnel  available  for  fighting 
fires. 


Initial  Agency  Response 
We  Concur. 

Pursuant  to  the  audit  report  and  Fire  Review  2000,  a  needs  analysis 
working  team  is  being  formed.   Formation  of  the  working  team 
and  development  of  its  mission  will  be  completed  by  December  30, 
1992.  This  group  will  develop  a  process  for  analysis  of  suppres- 
sion force  requirements  of  DSL  and  subsequent  training  to  meet 
that  need.  This  work  is  scheduled  for  completion  by  March  30, 
1993. 

NOTE:  The  results  of  this  working  team  will  be  a  working  docu- 
ment.  DSL  will  implement  the  process  for  one  year,  critique  its 
utility  and  make  appropriate  adjustments.   The  earliest  a  viable 
document  and  process  could  be  available  for  recurrent  use  would 
be  April  1994;  for  qualifications  and  certification,  and  for  training 
needs  analysis  for  the  1994-95  "training  season." 

Training  needs  analysis  will  take  two  forms: 

1.  Training  necessary  to  perform  regular  fire  job  duties. 

2.  Training  required  to  meet  targeted  functions/positions  as 
Overhead  personnel  available  for  dispatch. 

The  above  are  two  very  different  items.   The  first  is  individual 
development  to  perform  proficiently  at  the  home  Unit  or  Land 
Office  for  initial  and  extended  attack  wildfire  incidents.   In 
addition,  other  training  is  provided  to  meet  fire  prevention  and 
prescribed  fire  knowledge,  skills  and  abilities  needs. 

Item  #2  is  to  provide  for  qualified  DSL  personnel  to  act  as  over- 
head on  DSL  and  interagency  wildfire  incidents. 
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Primary  considerations  to  be  reflected  by  the  needs  analysis  is  to 
balance  fire  training  opportunity  with: 

1.  Normal  workload  and  job  responsibilities. 

2.  Availability  of  personnel  to  respond  to  wildfire  incident 
dispatch  requests. 

3.  Individual  targeted  positions  and  subsequent  training  to  reach 
the  target(s). 

Present  Implementation  Status 

This  recommendation  is  implemented.  In  accordance  with  their 
response,  the  department  established  a  working  team.   The  team 
prepared  a  needs  analysis  document  which  is  being  used. 


Recommendation  #3 

We  recommend  Fire  Mans^ement  Bureau: 

A.  Develop  policies  concerning  documentii^  training 
received  by  seasonal  and  local  govemmrat  fire 
fighters; 

B.  Develop  a  standard  format  for  documenting  training 
received  by  seasonal  and  local  government  fire 
fighters;  and 

C.  Provide  formal  guidance  to  land  and  unit  offices 
concerning  documentation  requirements. 


Initial  Agency  Response 
We  Concur. 

Two  formats  are  available.  The  Redcard  Manager  computer 
program  provides  an  avenue  for  standard  documentation  for  all 
DSL  permanent  and  seasonal  personnel.   County  personnel  advanc- 
ing past  the  Task  Force/Strike  Team  Leader  level  will  have  records 
kept  through  the  Redcard  Manager  by  DSL  field  offices.    The 
majority  of  the  county  co-operative  training  that  is  presented  (skills 
level)  will  be  recorded  using  a  PFS  file  format  distributed  to  the 
field  initially  in  1986,  and  again  in  the  spring  of  1992. 


Page  32 


Chapter  m  -  Fire  Management  Program 


The  Fire  Training  Standards  and  Guidelines  (1100  Manual)  will 
detail  documentation  procedures  for  training  presented  and  success- 
fully completed. 

Present  Implementation  Status 

This  recommendation  is  not  implemented.   Redcard  Manager  is 
not  yet  completed.   Central  Management  Division  data  processing 
staff  were  updating  the  program  and  then  left  state  government. 
Fire  Management  Bureau  personnel  are  not  sure  how  they  are 
going  to  obtain  a  computerized  fire  training  tracking  system.   They 
are  currently  reviewing  a  number  of  options. 

In  talking  to  unit  office  staff,  documentation  of  seasonal  and  county 
fire  fighters  is  still  diverse.   One  unit  uses  a  computer  for  tracking 
both  types  of  fire  fighters.   Another  unit  uses  paper  records  for 
both  types.   Paper  records  differ  between  offices.   Some  offices 
use  class  rosters.   Others  keep  certificates  of  training  in  personnel 
files.  One  unit  thought  a  PFS  computer  program  had  been  sent  to 
the  unit  but  the  program  had  never  been  used.   Staff  at  another  unit 
were  told  to  build  a  computer  program  to  track  training. 


Computer  Controls 


Recommendation  #4 

We  recommend  the  Department  of  State  Lands'  Data 
Processing  Management  Group  take  a  more  active  role 
over  microcomputer  use  by: 

A.  Updating  the  Information  Processing  Policy  manual 
to  include  all  controls  over  microcomputers;  and 

B.  Ensuring  polides  and  procedures  are  communicated 
and  implemented  within  Forestry  Division  and  Fidd 
Operations  Division. 


Initial  Agency  Response 
We  Concur. 
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The  Department's  Centralized  Management  Division  is  addressing 
these  recommendations  to  ensure  a  more  active  role  by  the  Data 
Processing  Management  Group  and  will  be  providing  a  revised 
Information  Processing  Policy  manual  to  all  divisions. 

Present  Implementation  Status 

Part  A  of  this  recommendation  is  being  implemented.  There  is 
no  longer  a  Data  Processing  Management  Group.   This  group  was 
disbanded  in  November  1994.  There  is  now  a  Leadership  Team 
comprised  of  division  administrators  who  make  decisions  on 
subjects  that  are  department  related  issues  -  not  just  data  processing 
(DP)  like  the  other  group,  although  DP  is  included  in  the  issues 
discussed.   The  Data  Processing  Management  Group  only  dealt 
with  DP  issues  relating  to  the  whole  department. 

A  draft  of  a  new  policy  manual  is  in  the  review  stage.  The  manual 
needs  the  Leadership  Team's  approval,  then  it  will  be  distributed 
for  implementation. 

Some  of  the  deficient  areas  discussed  in  the  report  (documenting 
in-house  systems,  securing  the  nursery  program)  were  not  imple- 
mented.  Staff  did  implement  the  suggestion  to  inventory  software. 
Upon  completing  the  inventory  they  found  a  number  of  copies  of 
software  for  which  they  are  not  sure  if  they  have  the  license. 
Previous  staff  members  stored  software  licenses  in  a  paper  bag. 
Any  software  not  supported  by  a  license  will  be  deleted  from  the 
microcomputers  by  July  1,  1995. 

The  draft  of  the  manual  addressed  all  the  controls  in  the  audit 
report  except  disaster  recovery.   Per  staff,  disaster  recovery  is 
addressed  in  a  separate  document  which  is  out-of-date.   (See 
Recommendation  #5  discussion  below.) 

Part  B  of  this  recommendation  is  being  implemented.  The 

bureau  chiefs  and  area  land  office  managers  are  responsible  for 
ensuring  policies  in  the  new  manual  are  followed.   Since  the 
policies  are  not  yet  formal  and  sent  to  staff,  bureau  chiefs  and  land 
office  managers  cannot  ensure  policies  are  implemented. 
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Recommendation  #5 

We  recommend  the  Department  of  State  Lands  document 
and  test  backup  and  recovery  procedures  for  the  main- 
frame computer  Fire  Assessment  application. 


Initial  Agency  Response 
We  Concur. 

The  Department's  Centralized  Management  Division  is  proceeding 
with  this  recommendation.   Please  reference  attached  memo  dated 
October  7,  1992  regarding  "Fire  Protection  Assessment  -  Data 
Processing  Technical  Support."   Centralized  Management  Division 
will  test  the  backup  and  recovery  procedures  prior  to  any  requests 
for  the  revised  1993  assessment  data  by  the  Assessment  Program 
Manager. 

Present  Implementation  Status 

This  recommendation  is  not  implemented.  There  is  no  written 
disaster  recovery  plan.   Central  Management  Division  staff 
indicated  the  current  disaster  recovery  plan  is  out-of-date  by  at 
least  six  months  and  needs  to  be  updated.   The  current  document 
does  not  address  what  would  be  done  if  the  network  in  Missoula  is 
not  working.  The  Central  Management  Division  data  processing 
person  in  Missoula  has  a  disaster  recovery  plan  on  her  list  of 
priorities. 
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Recommendation  #6 

We  recommend  the  Dq)artment  of  State  Lands, 
Centralized  Services  Division  and  Forestry  Division  imple- 
ment procedwes  to  ensure: 

A.  Access  to  the  Fire  Assessment  application  and  data, 
and  billing  account  information  is  limited  to 
authorized  individuals; 

B.  Logon  activity  is  recorded  on  the  ACF2  reports;  and 

C.  A  Fire  Managanent  Bureau  official  revievi^  the  ACF2 
r^Mrts. 


Initial  Agency  Response 
We  Concur. 

These  recommendations  have  been  implemented.   A  listing  of 
authorized  individuals  having  access  to  the  mainframe  assessments 
application  and  data,  and  billing  account  will  be  provided  to  the 
Assessment  Program  Manager  by  the  Centralized  Services 
Division.   Logon  activity  is  recorded  with  reports  provided  to  the 
Assessment  Program  Manager  for  review.   Authorized  individual 
names  will  be  compared  with  names  on  ACF2  reports  by  the 
Assessment  Program  Manager  for  indications  of  unauthorized 
access. 

Present  Implementation  Status 

Part  A  of  this  recommendation  is  implemented.  Access  to  the 
Fire  Assessments  application  and  data  and  billing  account  is  limited 
to  only  authorized  individuals. 

Part  B  of  this  recommendation  is  implemented.   A  review  of  a 
sample  of  ACF2  reports  showed  activity  is  logged. 

Part  C  of  this  recommendation  is  not  implemented.  The  Central 
Management  Division  data  processing  person  who  reviews  ACF2 
reports  is  also  the  department's  security  officer.    Procedures 
require  him  to  inform  Fire  Management  of  anything  suspicious. 
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The  Fire  Management  person  indicated  he  has  not  been  contacted 
by  the  division  employee  concerning  any  improprieties.   The  Fire 
Management  person,  who  is  stationed  in  Missoula,  does  not  review 
the  reports. 


ACF2  reports  are  generated  in  Helena.   Since  it  is  not  economical 
to  send  the  reports  to  Missoula,  someone  else  in  Helena  should 
also  review  the  reports  to  ensure  the  security  officer  does  not 
unnecessarily  access  the  system. 
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Summary  of  Forestry 
Equipment  Program 
Report  (91P-35) 


This  performance  audit  concentrated  on  the  Forestry  Equipment 
Program  of  Department  of  State  Lands  (DSL).   The  Forestry 
Equipment  Program  includes  equipment  used  primarily  by  the 
Forestry  and  Field  Operations  Divisions  within  DSL.  The  objec- 
tives of  the  audit  included  evaluating  management  controls  over 
equipment  accountability,  and  determining  if  Forestry  equipment  is 
used,  maintained,  and  replaced  in  an  efficient  manner. 


Different  Users  of 
Forestry  Equipment 


Forestry  and  Field  Operations  Divisions  are  the  primary  users  of 
forestry  equipment.    Centralized  Services  Division  is  responsible 
for  providing  support  to  the  Forestry  and  Field  Operations  Division 
by  administering  purchasing,  equipment  accountability,  and  equip- 
ment distribution. 


Forestry  Equipment 
Program 


The  Forestry  Equipment  Program  has  approximately  5,200  items  of 
state  and  federal  equipment  with  an  acquisition  cost  of  almost 
$14.2  million.    State  and  federal  equipment  used  in  the  Forestry 
Equipment  Program  consists  of  on  and  off-road  vehicles  and  other 
equipment  including  radios,  computers,  chainsaws,  and  various 
items  ranging  fi-om  helicopters  to  water  tanks. 


Equipment  Accountability 
System  is  Operating  as 
Intended 


Forestry  equipment  is  located  at  six  land  offices,  14  unit  offices, 
and  in  52  counties  participating  in  the  State-County  Cooperative 
Fire  Protection  Program.   We  sampled  436  pieces  of  forestry 
equipment.   We  were  able  to  trace  434  pieces  through  the  depart- 
ment's inventory  records  and  verified  existence  and  location. 
During  our  field  visits,  we  generally  found  Forestry  equipment  to 
be  in  useable  condition  and  being  used  by  staff. 


Fleet  Age  and  Mileage 


As  of  Autumn  1991,  Forestry  Equipment  Program  had  an  inven- 
tory of  265  vehicles,  with  a  replacement  value  of  approximately 
$5.4  million  at  current  replacement  rates.   We  evaluated  the  age 
and  accumulated  mileage  to  determine  the  current  status  of  the 
Forestry  Program's  fleet  of  vehicles.   The  data  was  compared  to 
vehicle  replacement  criteria  established  by  the  Forestry  Division. 
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We  found  124  of  265  state-owned  vehicles  (46.8  percent)  meet  or 
exceed  the  established  replacement  age. 

In  addition  to  vehicle  age.  Forestry  Division  uses  mileage  as 
criteria  for  replacement.   We  found  82  of  265  forestry  vehicles 
(30.9  percent)  meet  or  exceed  mileage  established  for  replacement. 


Fleet  Use  To  examine  the  actual  use  of  Forestry's  fleet,  we  calculated  the 

number  of  miles  vehicles  were  driven  from  Autumn  1989  to 
Autumn  1991.   We  used  established  replacement  criteria  to  calcu- 
late the  expected  annual  miles  each  class  of  vehicle  should  be 
accumulating.   Forestry's  fleet  is  generally  accumulating  mileage  at 
a  slower  rate  than  would  be  expected  based  on  established  replace- 
ment criteria. 

Analysis  by  individual  vehicle  found  12  highway  vehicles  accu- 
mulated less  than  1,(K)0  miles  per  year.   Another  11  highway 
vehicles  accumulated  between  1,001  and  2,000  annual  miles.   We 
found  these  low  use  vehicles  were  generally  older  vehicles  ranging 
in  age  from  10  to  24  years.   There  were  also  a  few  newer  vehicles 
with  limited  use.    Excluding  medium  and  heavy  engines,  47  of  253 
vehicles  (19  percent)  accumulated  3,000  miles  or  less  per  year. 


Diyjsion  Should  Analyze  The  division  began  planning  its  replacement  schedule  and  collecting 

Fleet  Needs  mileage  data  in  1989.   The  schedule  was  first  used  during  the 

budget  process  for  the  1991  Legislature.   Mileage  data  is  not  used 
to  analyze  actual  use  of  the  fleet.   There  is  limited  documentation 
showing  how  the  division's  fleet  was  established.   It  appears  the 
size  of  the  fleet  has  been  controlled  mostly  by  available  appropria- 
tions.  We  believe  Forestry  Division  should  establish  and  use  a 
documented  methodology  for  analysis  of  fleet  size,  use,  and 
replacement  needs. 
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Repair  and  Maintenance 
of  Forestry  Program 
Fleet 


We  examined  vehicle  repair  and  maintenance  costs  for  the  vehicle 
fleet.   We  compiled  overall  vehicle  repair  and  maintenance  costs 
from  the  Statewide  Budgeting  and  Accounting  System.    Repair  and 
maintenance  costs  for  vehicles  have  more  than  doubled  over  the 
five  year  period  from  fiscal  year  1986-87  to  1990-91. 

To  further  analyze  vehicle  repair  and  maintenance  costs  we  calcu- 
lated cost  per  mile.   We  used  cost  per  mile  for  the  overall  Forestry 
Program  fleet  because  Forestry  Division  does  not  monitor  repair 
and  maintenance  costs  by  vehicle  or  by  class.   Repair  and  mainte- 
nance costs  for  the  Forestry  fleet  averaged  approximately 
10.3  cents  per  mile  for  fiscal  year  1990-91. 

To  determine  if  these  costs  were  typical,  we  compared  them  with 
repair  and  maintenance  costs  of  the  Department  of  Transportation's 
Motor  Pool  fleet  and  with  vehicles  used  by  the  Department  of  Fish, 
Wildlife  and  Parks.   Motor  Pool  repair  and  maintenance  costs 
averaged  5.8  cents  per  mile  for  four-wheel  drive  vehicles,  and  5.3 
cents  per  mile  for  pickups.   Fish,  Wildlife  and  Parks  repair  and 
maintenance  costs  averaged  3.8  cents  for  four-wheel  drive  vehicles, 
and  4.2  cents  for  pickups.   The  costs  for  these  two  departments  are 
significantly  less  than  for  the  Forestry  Program  fleet. 

Cost  analysis  of  repair  and  maintenance  expenditures  for  fleet 
vehicles  could  provide  the  Forestry  Division  with  additional  infor- 
mation to  evaluate  vehicle  replacement.   We  believe  the  Forestry 
Division  should  develop  a  system  to  monitor  and  analyze  repair 
and  maintenance  costs  associated  with  its  vehicle  fleet. 


Responsibility  for 
Forestry  Program  Fleet 


Responsibility  for  the  Forestry  Program  fleet  has  been  decen- 
tralized within  the  department  and  within  the  Forestry  Division. 
Decentralization  can  be  an  effective  management  philosophy; 
however,  we  believe  a  coordinated  system  for  management  of  the 
Forestry  Program  fleet  could  result  in  better  decision-making  in 
relation  to  fleet  size,  use,  and  replacement. 

Forestry  Division  should  establish  a  system  to  coordinate  functions 
such  as  assignment  and  transfer  of  vehicles,  vehicle  specifications, 
replacement  schedules  and  budgets,  annual  inventories,  and 
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collection  of  operating  costs.   An  effective  management  system 
could  allocate  fleet  budget  based  upon  need  rather  than  historical 
appropriations.   Users  of  the  fleet  should  continue  to  provide  input 
concerning  the  number  and  type  of  vehicles  necessary,  vehicle 
specifications,  current  vehicle  condition,  and  priorities  for 
replacement. 
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Recommendation  Status 


The  following  sections  examine  the  status  of  each  recommendation 
in  our  initial  report.   Recommendations  are  discussed  by  audit 
area. 


Forestry  Program  Fleet 


Recommendation  #1 

We  recommend  the  Forestry  Division  establish  and  use  a 
documented  methodology  for  analyzing  fleet  size,  use,  and 
replacement  needs. 


Initial  Agency  Response 
We  concur. 

We  are  currently  re-examining  our  present  methods  for  how  we 
determine  and  justify  replacing  our  vehicles.   We  will  analyze  our 
current  fleet  size  and  use  data,  as  well  as  our  replacement  criteria. 
We  intend  to  establish  and  document  an  improved  methodology  for 
determining  our  vehicle  replacement  needs  prior  to  the  1995 
Legislative  Session. 

Present  Implementation  Status 

See  comments  for  Recommendation  #3. 


Recommendation  #2 

We  recommend  Forestry  Division  develop  a  system  to 
monitor  and  analyze  repair  and  maintenance  costs 
associated  with  its  vehicle  fle^ 


Initial  Agency  Response 
We  concur. 


We  have  initiated  preliminary  efforts  to  identify  a  system  to  track 
and  report  vehicle  repair  and  maintenance  costs.   We  plan  to 
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contact  other  departments  and  agencies  in  order  to  study  their 
systems  as  part  of  our  process.   We  intend  to  have  a  system  in 
place  by  FY95. 

Present  Implementation  Status 

See  comments  for  Recommendation  #3. 


Recommendation  #3 

We  recommend  the  division  establish  a  fleet  management 
system. 


Initial  Agency  Response 
We  concur. 

We  agree  that  we  need  a  better  method  to  manage  and  allocate  our 
fleet  budget,  and  to  better  coordinate  among  staff  and  field  offices. 
Therefore,  we  will  immediately  begin  a  process  to  develop  an 
overall  fleet  management  system,  which  will  include  such  functions 
as: 

-  assignment  and  transfer  of  vehicles; 
~  vehicle  specifications; 

-  replacement  schedules  and  budgets; 

—  annual  inventories;  and 

—  operating  costs. 

We  hope  to  have  such  a  management  system  in  place  by  the 
beginning  of  FY95. 

Present  Implementation  Status 

The  three  recommendations  are  not  implemented.  The 

Operational  Services  Bureau,  Central  Management  Division,  was 
developing  and  implementing  an  automated  vehicle  maintenance 
program  which  it  believed  would  meet  the  intent  of  each  of  the 
audit  recommendations. 

The  department  divided  the  equipment  vehicle  maintenance 
program  into  three  phases: 
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Phase  one  -  collection  and  storage  of  vehicle  mileage  and  use  data, 
implemented  in  November  1993. 

Phase  two  -  collection  and  categorization  of  major  repair  and 
maintenance  costs,  scheduled  for  implementation  in  the  spring  of 
1994. 

Phase  three  -  provide  local  managers  with  service  schedules  and 
miscellaneous  repair  and  maintenance  costs,  implementation  at  the 
option  of  each  field  office  manager. 

Central  Management  Division  data  processing  staff  located  in 
Missoula  were  writing  a  computer  program  in  dBase  to  collect 
vehicle  information.   The  staff  person  left  state  government  before 
completing  the  program.   Forestry  Division  management  is  unsure 
how  they  will  obtain  a  vehicle  management  system;  whether  they 
will  have  someone  finish  the  one  started,  buy  a  commercial 
computer  program  and  modify  it,  or  contract  with  someone  to 
program  a  system  specifically  for  Forestry  Division  needs. 

Although  Phase  one  was  implemented,  and  the  division  has 
odometer  readings  for  calendar  years  1993  and  1994,  the  informa- 
tion is  not  complete  or  accurate.   Some  vehicles  did  not  have  the 
mileage  recorded  for  one  of  the  two  years  so  use  cannot  be  deter- 
mined.  Maintenance  records  showed  a  vehicle  as  having  10,473 
miles  in  August  1993.   In  April  1994  the  vehicle  showed  14,701 
miles.   The  mileage  on  the  computer  system  at  Forestry  showed 
the  vehicle  had  22,000  miles  at  the  end  of  1993.   The  maintenance 
records  and  computer  records  for  November  1994  agreed.   A 
number  of  vehicles  had  odometer  readings  in  excess  of  100,000 
miles  in  1993  and  less  than  100,000  miles  in  1994.  People  were 
not  sure  if  the  odometer  had  rolled  over  or  not. 

Phase  two  is  in  various  stages  of  implementation.   Land  Offices  are 
collecting  information  about  vehicle  repair  and  maintenance.   Each 
land  office  has  its  own  method.   Some  methods  are  computerized 
and  some  are  not.   The  computerized  systems  range  from  adding 
fields  to  programs  which  already  collect  data  fi-om  invoices  to 
programs  created  by  staff  which  specifically  collect  maintenance 
and  repair  data.   Some  of  the  systems  collect  mileage  data  and 
some  do  not.  Since  all  the  systems  are  somewhat  different,  if  a 
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central  system  is  created  all  the  data  collected  to  date  will  need  to 
be  entered  into  the  new  system. 

Phase  three  has  not  been  implemented.   There  are  some  Unit 
Offices  within  one  Land  Office  which  have  a  computer  program 
they  use  to  determine  when  maintenance  is  scheduled.   Most  of  the 
offices  use  stickers  on  the  windows,  people's  memory,  or  labeler 
tape. 
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DEPARTMENT  OF  NATURAL  RESOURCES 
AND  CONSERVATION 


MARC  RACICOT,  GOVERNOR 


STATE  OF  MONTANA' 


DIRECTOR'S  OFFICE  (406)  444-2074 
TELEFAX  NUMBER  (406)  444-2684 


October  4,  1995 


TO:    SCOTT  A.  SEACAT,  Legislative  Auditor 
FROM:    BUD  CLINCH,  Director,  DNRC  \)i/ 
SUBJECT:    PERFORMANCE  AUDIT  FOLLOW-UP 


OCl 


I  have  reviewed  your  June  1995  Performance  Audit  Follow-Up  on  the  three  Forestry 
Division  Audits  conducted  in  1992.   I  appreciate  the  thoroughness  of  your  review  and 
generally  concur  with  your  findings.   However,  I  would  like  to  formally  comment  on  the 
status  of  those  1992  recommendations  which  are  not  fully  implemented. 

MANAGEMENT  OF  FORESTED  TRUST  LAND 

Recommendation  ^lA 

We  are  currently  implementing  this  recommendation.   We  concur  with  the  Auditor's 
description  of  the  implementation  status. 

Recommendation  #1B 

We  are  currently  implementing  this  recommendation.   The  State  Forest  Land 
Management  Plan  (SFLMP)  and  Draft  Environmental  Impact  Statement  (DEIS)  were  offered 
for  public  review  on  June  19,  1995.    The  review  period  ended  on  August  4,  1995.    Forest 
Management  Bureau  (FMB)  is  currently  in  the  process  of  analyzing  the  comments  received. 
After  that  analysis  the  FMB  will  make  any  necessary  revisions  to  the  SFLMP  and  DEIS,  and 
publish  final  versions  of  both. 

Recommendation  #1C 

This  recommendation  has  been  implemented. 
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Recommendation  #1D 


We  are  currently  implementing  this  recommendation.   The  final  State  Forest  Land 
Management  Plan  (SFLMP)  will  provide  guidance  on  how  we  manage  for  non- 
traditional,  revenue-generating  uses  of  State  Lands.    Until  the  final  SFLMP  is  adopted  the 
Department  will  continue  to  manage  for  these  non-traditional  uses  as  we  have  in  the  past. 
We  have  historically  managed  for  special  uses  by  processing  applications  as  they  come  in, 
but  we  have  not  aggressively  marketed  new  special  uses.    We  set  priorities  on  new  special 
use  applications  based  on  their  revenue  potential. 

Recommendations  #2  through  #5 

These  recommendations  have  been  implemented. 

FIRE  MANAGEMENT 

Recommendation  #1 

We  are  currently  implementing  this  recommendation.   We  have  identified  the 
following  as  essential  safety  training  courses: 

1)  Standards  for  Survival,  (S-013) 

2)  Standards  for  Survival  Refresher  (S-014) 

3)  Look-Up,  Look  Down  Look  Around  (S-015 

We  now  require  all  personnel  involved  in  fire  suppression  to  complete  the  Standards  for 
Survival  (S-013)  course.    We  also  require  follow-up,  refresher  training  every  third  year. 
This  requirement  was  put  in  place  early  in  the  1995  fire  season  and  will  be  an  integral  part 
of  the  Training  Standards  and  Guidelines  (1100  manual)  to  be  published  prior  to  the  end  of 
calendar  year  1995.   We  will  use  the  S-014  and  S-015  training  courses  for  refresher 
purposes. 

We  believe  that  the  issue  regarding  adequate  rest  is  a  management  issue  not  a 

training  issue.    Guidelines  relating  to  tours  of  duty,  rest  and  recuperation  are  provided  in  the 

DNRC  900  Manual,  Fire  Suppression  Section.   We  will  ensure  that  fumre  training 

presentations  emphasize  the  necessity  for  adequate  rest  and  recuperation,  as  outlined  in  the 

manual. 

Recommendation  #2 

This  reconmiendation  is  implemented. 
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Recommendation  #3 

We  are  currently  implementing  this  recommendation.    We  are  incorporating  the  following 
record  keeping  process  into  our  Training  Standards  and  Guidelines  (1100  Manual)  as 
guideline  #10:    "Record  Keeping  Requirements."   This  manual  is  scheduled  to  be  completed 
prior  to  the  end  of  calendar  year  1995. 

1 .  Our  documentation  requirements  will  require  that  all  course  coordinators  complete  a 
"letter  of  successful  completion"  for  each  trainee  at  each  training  course  they 
present. 

2.  This  letter  will  to  be  sent  to  individual  trainees  with  a  record  copy  to  the 
appropriate  Division  and  Land  Office  training  representative. 

3.  In  addition,  we  will  also  enter  all  successftil  completion  records  into  a 
computer  based  training  records  program. 

We  expect  to  have  a  standardized  record  keeping  system  on-line  by  January  1,  1996. 

Recommendation  #4A 

We  are  currently  implementing  this  recommendation.   At  the  time  the  Follow-Up  was 
prepared,  the  Leadership  Team  was  in  the  process  of  approving  the  latest  Data  Processing 
Policy.   At  the  same  time  the  Legislamre  approved  legislation  which  combined  most  of  State 
Lands  with  most  of  DNRC.    The  reorganization  of  DSL  and  DNRC  requires  that  the  DP 
Policy  be  completely  re-drafted  to  include  all  DP  operations  in  the  new  DNRC.    If  the  Lead- 
ership Team  were  to  approve  the  DSL  DP  policy  as  currently  written,  they  would  be  ignor- 
ing the  "old"  DNRC  half  of  the  new  agency.    A  new  DNRC/DSL  DP  policy  will  be 
developed  as  DP  management  issues  clarify  under  reorganization. 

Recommendation  #4B 

We  are  currently  implementing  this  recommendation.   As  soon  as  a  new  DNRC/DSL  DP 
policy  is  developed  and  approved  by  the  Leadership  Team,  bureau  chiefs  and  field  office 
managers  will  be  presented  with  copies.    At  that  time,  the  DP  staff  will  offer  full  assistance 
with  understanding  and  implementing  policy  issues. 

Recommendation  #5 

We  have  now  implemented  this  recommendation.   A  site-specific  disaster  recovery  plan  is  in 

place  and  up  to  date  at  the  Forestry  complex. 
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Recommendation  #6A 

This  recommendation  is  implemented. 

Recommendation  /^6B 

This  recommendation  is  implemented. 

Recommendation  #6C 

We  have  now  implemented  this  recommendation.    The  duty  of  reviewing  ACF2  reports  for 
unnecessary  access  by  the  security  officer  has  been  assigned  to  a  DP  staff  member  in  Helena. 

FORESTRY  EQUIPMENT 

Reconmiendations  #1  through  #3 

We  have  not  implemented  these  recommendations.    As  noted  by  the  Legislative 
Auditor,  staff  turnover  has  prevented  us  from  completing  the  fleet  management 
system  that  we  had  planned  and  initiated.   Recent  departmental  reorganization  has  further 
complicated  the  situation.    What  was  originally  a  single  division  (Forestry)  issue  has  now 
grown  into  a  multi-divisional  issue.    Until  we  decide  on  a  final 

divisional  structure  and  have  the  time  to  devote  to  analyzing  our  vehicle  situation,  we  will 
continue  to  rely  on  a  decentralized  fleet  management  system.    Each  division  will  continue  to 
be  responsible  for  its  own  vehicles,  and  we  will  expect  our  field  managers  to  track  vehicle 
mileage  and  maintenance  costs  using  local,  independent  systems.    Although  this  may  not  be 
the  ideal  system  for  managing  our  department  fleet  over  the  long  run,  we  believe  it  is  the 
most  practical  and  prudent  for  the  immediate  future.   We  are  confident  that  this  process  will 
continue  to  allow  us  to  make  good  decisions  regarding  vehicle  replacement  and  appropriate 
fleet  size. 

If  you  have  any  questions  or  need  any  additional  information,  please  call  me  or  any  member 
of  my  staff.   Thank  you  for  the  opportunity  to  comment  on  your  follow-up  audit  report. 


cc:    Mary  Zednick 
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